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SUBJBCY: Revision of Agency Position (lassiffestion System
REFERENCES : ADS0 propossl to ID/A dated 16 May 1952, entitled "Revision

of Agency Clessification System” -- owr registry No, 6589,

Amanded proposal toc the sbove by Acting AD Persomnal )
vdated, Bxecutive Registry Ro. 3-5057.

1. PROMLEN

A. In light of changing circumsiances and s resssessment of owr troubles
with the Agency classification system, it is desired Lo vithdraw the then
ADS0's previous mroposal in this copnection, non-comcur in the then acting AD
Personnel amendment and herevith restate the problem with a new Proposel.

B. The problem is in two parts entirely differept one from the other and,
therefore, sach calls for separate treatment--undertaken ig the order below.

Cs The two parts of the problem:

(1) Procedural rigidity in the uaigxien‘b of personnel outside of
specified position classification, 1l.e., & GS-14 to do a GS-13 Jjob,

(2) Procedural rigidity in prowmotion on the same Job.
2, ASBUMPPICNS

Ao It is assumed that this Agency continues willing to ressomably depaxt
from the rigidities of Civil Service Administration where demonstrable » and that
‘ leeway exists within the published policy statement of CIA Regulations
ﬁgte&, "o o « 1 A(2) Although the Agency is exempt from the provisions of

sification Act of 194G, the Agency shall adhere to the provieions of
this Act insofar as possible , . "

B. Until proven otherwise it 13 desiradble to operate basically under cur
present system end gain progressively more knovledge towsrd an Ldieal by smell
steps rather than seek an acedemic jdeal or provide for a broad permissive
leevay. It is suggested that the scademic ideal would be unworkable » Lence
destructive, because of owr inexperience in the fisld snd that o broad per-
missive leeway would run away with us, hence also highly and equally unwise.

€. Promotion and position sssigmment policy can be made to £1t differing
basic conditions within ome sgency. This is & plea to get modest fitting flex-
Ibility where it really counts on the theory that in gsplte of the distence we

have yet t0 go we have nov matured sufficiently to bandle s somevhat larger
tshange than heretofore.
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D. CIA Regulation| . | i3 a positive working poliey not stated
solely for :Ltg high negative value, quoted, "Promotions shall be governed by
the needs of the Agemcy and by the performance of the individual,”

E. O end Comsmunications to be included within the context of the
clandestine services for ths purpose here--as appropriste,

P
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lations. T fully realize

&

3. DISCUSSION PERTAINING T0 BGTH RARTS OF THE ﬁ?ﬂﬂLﬂM

A, The purpose herein is the very modest one of seeking to regulerize
exigting practice, to bubtress regular procedure, where, because of rigild
applicatlions, damege is unow done to I1t, and finally to seek more explicit
suthorization within the accepted wage and salery clessification field.

B. It is believed that the basle govermsent wage and classificallon
system i3 adequate at this time for our CIA misslion provided that its sppli-
cation {as will be proposed) defers in smell part and is explicit to s

reasonsble undameging cperaling exception, with appropriate controls.

¢. ‘The principles sought are not necessarily peculisar to the clandestine
service, - 1P appliceble elsevhere, well and good - snd there is sound rTeason
for meking such principles agency-wide 1if needful and sppropriste. But we do
say, such applicstion is eesential in the hetercgencous and outpost reqpen»
gibilities that we have,

I, Owur proposals to deal with this matter are desgigned to it the
operstional necessities of the clandestine gservice with 1tz characteristiec
unorthodoxy-avoid the harmful rigidity of typical governmentsl salary sdwminis.
tration yet not be violative or offensive to intelligent interpretation
wilthin this same system, _

B, It ie submitted that a reasonsgble flexibility in procedurel metisrs
1 essentiel and st the heart of successful prosecution of clandestine operations.
Therefore with suthorized acceptance of our propossls, here-in lies a legiti-
matizing of action for which there is no other recourse and an explicit protection
and re-~affirmation of the soundness of normel and reguler procedure in its proper
broad functioning, =~

F. Basic to wage and salsry administration anywhere ls full recognition
of the importsnce of position relationships one to another, The great danger
of disregard in this particular is not Just over-payment but complete destruction
of the compensation plan in relation to work content with eventuel progressive
deterioration of morale and work objective. The greatest value lost is thet
almost unpurchsseble asset of incentive to perform well,

G, Complete support 1s scknowledged here for position evaluation CRyRGHT

H. It 1s of interest to note the point of view of Sherman Kent, AD-ONE
here--quoted from his book, "Strategic Intelligence” {Princeton University Fress,

TWO _forces of AlBintegravion Ere NOW WOTKLIDE in
ik people, They are being nudged from within and

+

“phelr loss 1z a cetaspbophe to federal intelligence work. It is vietuslly
impossible to find their rpplacements enywhere in the country. The only remedy
15 an heroic one--highly sppelalized personnel, such as the professionsls in
an intelligence organizetiph, must be immune from crdinery eivil service regu-
e heresy of such a suggestion, but unless some
br intelligence, the whole question of the pressrwation
gself become one day somewhtat academic.

Fa

conc&r X Ve
beckened from withnut.

speeisl provision is made
of the democratic way may
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k., wmors BEARING CF THE FIRST PABT OF THE PROBLEM -- i.e., procedural rigidity
in the assignsent of perscommel outside of specified position clesaification.
This problem demls solely with the case of placing s person on a position
carrying a lower classification then the individual, In indusiry such ao
individual would carry e "Red Circle® rate#, :

Ao To = modest extent, the situsticn arises where-in & given individual
iz the only person we have elther available to transfer or fitted to £i1l &
post, Such a sitvation arises from an emergency need, an uaforeseen contingency,
or developing and rising importence of a glven spot in the world, Action is
often regquired immediately. We must end will so take it SORNR LY «

B, We can't know how long the setion will stend, hence are forced iuto
the laborious and often wrongly taken procedure of Pressuring the up-grading
of a position properly ascessed originglly, This is elesrly wrong.

€. In the many highly specialized pheses of our husiness, only an saperieuced
operstor can teuch, ' ' )

él) Por exmuple, the retwruee specialist in one field (GS-14) doesn't
Tit the (68-13) slot properly allocated to the particular teaching post-~
unfilled. Our Inflexibilities put a bar in the way of getting owr best--and
often cnly teaching source brought to bear. To meet this Wy plan is fmpossible
due to great helerogemelity in teaching posts, subject matter and personnsl
aveilable and competence. o

_ {2) Our field results sre in heavy part, of course, the product of
 effective and knowledgesble teaching. We must slways press for better gradustes,
To get thes we are forced into the dishonest tactic of stealing slots
{1f we bave them) to it a situatlion, or again, pressuring to up-grade where
normally the existing classification may well be correct.

5+ CONCLUSION (on the first pert of the problem)

A&, Clearly when operations]l necessity dictates acticn not provided for in
basie proeedure, it seems only sensible to modify the procedure in order to
authorize, regularize and comtrol sction, as well as buttress rormel procedure,
and conserve executive time now occupled with escape and evesion tactics.

6. ACTION (on the first part of the problem)

A. Aathorize the DD/P (IR and Communications separstely) to take temporary
sction thru reguiar chamnels, as necessary in his Judgment, to place s person at
& given grade level into a position classified at a lower level, with these

controla:

: (1) Bach essigrment to be authorized {as appmopfiéte) only by the (hief
of Uperations, for ID/P, Dir OTR or AD Commo, '

{2) Agency classificetlion and Wage division be notified for gerotiny
es to proper classification of the position.

il
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(3) The total instances at agy one time of such sction be limited
to not more than one percent (1%) of total persomnel for each area.

(4) The difference between grade of the individual and grade of the
position net exceed one (1) level.

‘ (5) The length of time consumed by such sssigment not exceed two
(2) years, '

(6) The DD/P, Dir. OTR and AD Commo malntain in his own office,
resdily aveilsble complete record of such actions, for inspection by the Agency
Classifioation and Wage Divislon. ' - .

% A "Red Circle Rate” 'is = selary paid above the maximm prescribed for the

job, arising ususlly from either a dovnward change in work requirements or
transfer with policy not to cut salaries.

5w
Security Information
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7. PACTS BEAXIIG GF TEE SHXND’
in promotion op the seme Job. -

(1) The first is previous pregtice of 030 notadly, in placing Targe
aunbers of individusls into posts carrying higher classification then the
individusl, and for the most part, resting om it., Nany individual classifications
varisd from the position classificetion by & 2.level &ffTeremce. '

() Thie practice was (and 'm) not wrong in 14221F because the
jpdividual cherasteristically waz not worth the position elnsaificationw-i, e,
too young snd/or too inexperienced. ) '

' »  Importantly howevey, this sction wes sminently oorneet
because the position in most such cases contains irherently significapt

developmental asspecte.

Examples of such aspects or Pactors, are, srea Mmovliedge,
langusge fecility, police lisiscm, indigenous intelligence serviee lisison and
development, indigenous citizenry liaison and development.

1. Thus, persomnel action to meet comditions ls not
accommodated within our procedures and ipso facto, violation of procedure 1
forced on the operating office. :

' Additionally, from a persome) point of vlew,
without regulsrizing this procedure, formallzing it at the putset; the
individual feels he is underpatd, 1.e., properly leveled 38-13 put on
s GS-15 post.

{(2) fThe second circumstance underlying the problem of promotion
in the same position is vwhere the individual sent t0 a new post carries the

grade level of the post.

(a) BEqually in this case the individual necesaarily proceeds
to develop the position, This is a natural must and by so doing he changes
radiecally the product value and the contributicn soming cut of the post. He

changes the value of the post.

The developmental factors in much of owr work are thone
pack of ocur policy, as gppropriate, to promote long ters incuxbency; as the
IDCT hae put 1t--",... for perhaps 10-15, even 20 years,"”

8, DprocussIoN {(on the 2nd part of the problem)’

A. Toeorstically if the individual were worth the existing (developmental)
G5 level of the position when he accepted 1t, he must have come out of it
receptly. In which case there is no problem until he goes beyond the factors
(or develops them further) origimally weighed by Classification. In that evemt
there i3 still no probles, if Classificatlion can meet and properly welgh contri-
bution which changes and enhances "Requirements of the Work," for the post.

+ ‘6-
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B. & more practical instance is the assignment of & generally
experlenced individusl to an entirely new post which bearsz the Eroper
: developmental basis in its classification, at his then salary level, Keeping
strictly to the philosophy of govermment vege and salery administration such
individual may be characterized as "over-graded" for the assigmment -.s
thecretical "Red Circle Rate."

Development of the post then restores velues to it-wwithout rewsrd
or recognition for the performing individual in normal procedure,

(1) 1If dissetisfaction from the individual arises in the

face of high need to keep him so placed, the only recowrse is pressure to raise
the post level even though the initisl assessment was correct. Such practice
is of course "inflaticnary" and destructive to velues as to proper post inter-
relationshig;sulary'administratien and morale, : ‘

. However, one must be alert to the extraordinary difficulty
of assessing post value in dynamic conditions, and to the necessity of kesping
up to date.

(2) Clearly, if the existing classification of the post does
not contaln due weight for the developmental factors, there is no problem in

properly up-grading it.

C. TThus the problem in this circumstance is reelly that arising out of
initial "over-graded” placement, 50 to spesk, on a then properly classified post,

D. It is also the problem of obtaining at least modest flexihilit&-within
a rigld system from which it is desired not to substantially depsrt.

E, If it can be uniformly assumed thet at any one time, proper (developmental)
clasgification obtains, for a given post, then placement in it of an initielly
"overgraded” individusl requires his acceptance of the condition or resort must
be had to the temporary placement philosophy set up in the Pirst section here-in,
i.e,, the first part of the problem. ‘

F. ‘The Personnel Manuval issued by the Civil Service Commission, in seetion
P2-2 (Position Classificetion) defines "grade" as follows:

"All classes of position which {although different with respect to
kind or sublect mpatter of work) are sufflciently equivalent as o

(a) level of a1fficulty and responsibility and
(t) level of qualification requirements of the work, to
varrant inelusionrof such classes of positlons within one range of rates of
bagic compensation.” ({underline is the author's)
*7 -
LY
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(1) "Mws 1t is clear that "level of qualificstion requirementz of
the vork" properly provides us with an official basis to. recognize the

"developmental factors®™ noted sbove, This 18 to say that the level of reguire.
ments in many & post actually progresses (increases) as the work of the post

is properly developed. The reg%ments are not setisfied until the post ig
develcped, i.e., ares knowledge e, son, .

G. Next attached is a tabular summary of selected govermment pay scales
to show the non-incentive aspect of within-grade atep increases apnd the corollary
importance of inter-level (grade) promotion.

4 .

.
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Selected Govermment Pay Scale Ranges (minimum to maximum)

F !

B

¢

D E

rade Min to Max The whole d1f- The anmual  The number of Time

85

5.9

S-11
8-13
S-1h
g-15
816

S=17

difference ference per
pay perlod

$7150.00

T50.00
1000,00
1000,00
1000,00
1000,00

800,00

800,00

429,00
29..00
39.00
39,00
39.00
39.00
31,00
31,00

valiune of

sach in-grede inecreases for each
step rascribed
$125.00 6 12 mos,
200,00 _ 12 oo,
200,00 5 18 mos.
200,00 5 18 mos,
200.00 5 18 mos,
250,00 b4 18 mos,
200,00 k 18 mos,
200,00 b 18 mos,
amm—

In.grade step prescribed

Secur-ity Informatlon
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The pay-
period

yalue of |

each step
$4.80
770
T.70
T.70
T.7¢
9.60
TT0
7T
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He Retteuning for & maent 0 the individual who takes a properly
tlassified post st his them salary level it is seen that be gets paid
practically or nesrly & single figure at the begluning snd end of temure
a:;mmmm-mmmmmmmn {bence chunges values)
o 8 post, ) :

{s} mu inherent in the philosophy of govermmeni wags and
salary administration. It is desired now to point up the frue patwre of it.

I, It is the W:m hmn-'-lmlins philosophy of wnlonism, It is
in fact leveling to the lowest common denceinstor. It Is in fact equal pay
for unegual work. It kills inltistive, ambition, Job development, end progress,

This tlmru.l reason why industry and business have fought so hard
to stop wnloniem within the executive field, The unioniame of the "warrant-
officer” weocutive, so to speak, - the foreman, iz & threat o owr econcmy.

Can ﬂ:n%c "buiﬁes:;y take this in ita executive field and
expest product uas oan’ come © from imegination, alieiTess, inltiative
and long-hesdsdness - nesdfully based in personal mmnmi'm *1 7"\ 5 ’

J. The philosophy of salary range.

{3} Ny salsry renge here iz meant the differemce between minimm and
maximas for s single position classification, i.e., G5-13 mintwms is $8360.00
annually, GS-13 maximum 1s $9360.00 anpuelly. The range is $1000.00 cbtainsble
in total smount by § steps in 74 years, |

{a) Within the govermment, as the position rises in importance
the relationship between the range and the salary itself decreases. Ixactly the
opposite shtains in industry and business.

: {v) The industrial and commercial establisluents say to the
executive: "As you galn position pramotion it becomes inereasingly benaficial
ﬁothemwwkmlmmessinlylmerwyow Job in arder for us to
éain the tensfite of your gavelopment on the Jjob. We will therefore give you

; e If you start as an acommting clerk your
range 'will be 20% of the starting salary. When you get to be vice presidant
your range will be 50% of the first salary on this Job,”

%1 Re: Apcnysity: Professionsllism in so many posts in the clandestine
Tield demands personsl emnonymity, thereby perscnmel.-wise, posing for
us the additional burden of finding stimulative factors to help offset
the deprivation, LY

7"\? Y 0.
QIR
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(2) 'The philoscphy back of industry and cosmercial practice i the
positive one which recognizes increasing contribution potemtisl with time-in.
position. Qovernment vork bas the same factor in it, of course, but the govern..
ment salary sdministration plan doesn't recognize it, The range is toc narrow
and the application too spread out to give fimancial incentive for good per-
tormancs. :

(3) A tedbular comparison here balow shows this pleture and next
attached is a graphic comparison., Govermment position level is shown opposite
the roughly ssme nature of position in industry* together with ons example from
6 large commercial {non-industry) establishment, :

The width of salary range (minimum to waximum) as a percentage
on the minimue, leveled at roughly comparsble position responsibility,

, COMMERCTIAL | INDUSTRY*
gs-18  of Vice-rres. 50% Vice-pres 50%
6s-17 6,19 2nd sr. Bx. 508
as-16 6.4
¢s8-15  9.2% lst Sr. Ex. 8%
os-1% .9.1% )
0S-13 12,04 . 204 Line Bx. hés (?mufly
o8-12 14.08 yrogression)
GS-11 17.0%
48-10 ‘
8-  1k,0% 1st Line Ex. 404
@s-8
gs-7  18.0%
GS-6
(38«5 22,0% Stenographer 0% Clark 20%

% The industry feformation is provided from recant studies by the Smerican
Mansgesment Associgtion, New York Clty.

SN
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. THE WIDTH OF SALAR GE { MINI Q MAXIMUM) ~ o Coe
- Approved iy e bk CHMENCE N FHE SRR DRVETED AT -
7 ROUGHLY COMPARABLE POSITION RESPONSIBILITY. |

"

N,-uswvmuxﬁ{?‘
L 1 e

!

' ’ thct;risﬂc of / _ ; ’ :
Cia . - general industry - / ; ) i - ' _
: . - - .~ (from American _; ! : !

' Msnagement Assn. ; L ;
. December, 1952) ;

v

/ -y )
) / ('“ Large single
©  commercial
establishment.

| _ o o I
| B
—_ A I S . i Sp— VS S - S B
1% 20% 30%  40% 50% 60% 0% 80% 9% :
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:‘ 9. CORCLUSIOR ‘(on the second paxrt of the problen)

A, It seeme easily possidble to mekeprogrese In recognlzing the [laotor
of development requirements of work, where pertinent, with practically com-
plete adherence to government established wage administration.

_ (1) This means estsblishing & wider range to meet the facts than
18 contained within & single position classification level. It meene taking
the position classification (developmental) es the then meximum for the post.

(2) The range’beccmes an sppropristely chosen number of contiguous

- Jevels down from the maximum,

(a) It must be made perfectly clear here thet when classifica-
tion sssesses any post todey, it establishes a maximum for that post, 1.e.,
45-5, $3410.00 minimum - $4160 maximum, GS-13, $6360 minimum - $3350 maximuan,
Under the above proposal, exactly the seme procedures obtain processed by
the same people who do it now. What is sought here 1s in effect to lower
the minimm on all posts vhich contain developmentel requirements.

“0' . Tne clerical or the executive who begins to fulfill
position requirements within the first few days or weeks 15 properly paced
at the single GS level which contains in itself the maximum for the post.
28l assigned to & post containing requirements ealling, for
exanple, for 3-5 years of incumbency for fulfillment works his way up to
the maximus 0S level vhich 1s assessed in exactly the same wey ss in the
preceding cdse, R L

L 1t ﬁdy‘bé said perheps that the propossl herein recog-
nizes spprenticeship, so to speak. Even the American Federation of Labor
does taish - i.e. Fyed e ! ratic

© 1st year apprentice
- 2nd year apprentice
3rd year apprentice
Lth year apprentice.
Journeyman - o

'B, jSuch:;¢ti0n provides, (1) finasicial incentive within the position to

stimylate progress in satisfying end requirements, (2} basic Justice to the

individual and protection against persomnel dissatisfaction, {3) protection
to the salary system from distorticns, {4} = basis for the operator in an
nonest and guided course of action, {5) no offense basically to regulemr
procedure, T o - -

Ce Such”ﬁstiaﬁ'philosaphically coinecides with previous agency action in

. the promotionsl plan for the intelligence officer.

' ‘Héréein;_ﬁléo, is provided‘further mmdeﬁflexpunaion, further
regularization and further buttress and protection for our basic salary
administration plan. _ N T
| A3
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Aé Provide thet in positions speeified by ID/P (OTR, Commo) ss develop-
mental; (1} the Agency assesmmert of positiom level shall explisitly include
21l developmentsl fectors (and so stated) together with iece levels J
dowm therefrem; this is to produce inter-level rengs. {2) Classification and
Vage Division shall review all suéh pesitions for proper asseasment with full

recognition of ammm Tactors and together with the opersting
} responsitble offisce, wash sut inequalities found,

B. Provide that ID/P (OTR, Commo) have the sutBority to effect in-grade
step insresses snd vithin.yange promotion 0 recognize guality of performance
and progress in rwnhing thc full position reguirement,

(1) led.n-gnde step inerease to hke place st shorter intervels
then & mthﬂo .

{2) %o in-grede step increase to exceed t'o stepa.

(3) %o ister-grede vithin.range promotion vo take place st shorter
- intervela than one ysar sxcept ihat the last grade promotion be preceded by
8 Two year span,

~Xetiag Ohlet of Gperation

Approved:

" Popaty ‘Emm, AARTRTTEration
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